Klamath Radio Interoperability Executive Board Strategic Planning Meeting

December 3, 2025 — 10:00 a.m.
at Klamath 911 Emergency Communications District Office

Present: Jeremy Morris - Klamath County Public Works
Rob Reynolds - Klamath Falls City Police
Joanie Rote - Klamath 911, Operations Manager
Matt Hitchcock — Klamath County Fire District #1
Shane Mitchell - KCSO, Sheriff
James Wilson - FDB, Crescent Fire Chief - Remote
Bonnie Overcash — Klamath Ambulance Advisory - Remote

Absent:

Guests: Mike Cook - Klamath 911, Board Member - Remote
Jan Bos - Klamath 911, Board Member
Adam Yancey - Klamath 911, Board Member - Remote
Amanda Rose - Klamath 911, Executive Director
Jessica Gibson - Klamath 911, Business Manager
Rob Detinger - Klamath Falls City Police
John Ketchum — Klamath 911, Board Member - Remote

I. CALL TO ORDER: Rob called the meeting to order at 10:05am.
A. Roll Call

II. Strategic Planning: User Fees
Rob opened the meeting by stating that the purpose was to discuss user fees, the future of the
system, and long-term sustainability.

Amanda noted that several board members were present. They were informed at their last board
meeting of the group’s request for their consideration of absorption and invited to attend today
so they could obtain a better understanding and ask any questions they may have.

Rob summarized the last meeting, where they discussed the potential benefits of a merger and
funding opportunities. The group has explored grants and the use of Lexipol for grant writing;
Jeremy will speak to that upon arrival.



Matt recapped previous discussions: no one objected to increasing user fees, but any increase
would only scratch the surface of the system’s needs. Historically, the group has only had
resources for immediate needs, not long-term planning, which must be addressed.

Jeremy arrived at 10:08 a.m.

Discussion: System Sustainability and Future Planning

John shared that the 911 Board is almost entirely new and has been focused on organizational
cleanup and getting the base of the organization on track. In his opinion, as far as 911 is
concerned, they need time to get their house on track and establish their vision and direction for
the future.

He noted that the group is nearing the end of the lease with Odell and Hamaker, and recurring
lease costs significantly impact the budget. If capital funding were available, eliminating those
leased sites and their recurring costs would be a priority. The current contract ends in 2028.
Discussion followed regarding eliminating leased sites and consolidating locations to reduce
ongoing costs.

John stated he is not opposed to eventual absorption under 911, but the group needs to have their
stuff in order and be able to show grant efforts and engagement. He added that the system was
originally built largely with grants rather than user fees, and user fees are insufficient to fund the
required projects, even with rate increases.

Amanda noted that Matt previously mentioned Deschutes went through a similar transition, but
she has not yet obtained additional information.

Alternative Options

Matt said that this meeting should also consider alternatives in case 911 absorption is not an
option. He added that Mike Cook had pursued many grant opportunities without receiving
responses.

Jeremy stated that the TSAP was adopted and includes the ROM estimates, which provides a
path forward. Emergency Management staff and the group should actively monitor grant
opportunities. He said they should be comfortable paying Lexipol to assist with grant
applications since they are set up for that function.

Governance and Long-Term Funding Options

Mike agreed with John about the importance of board education and internal housekeeping. He
envisions a committee consisting of a non-quorum portion of the 911 Board and KIRG
members. He asked James whether similar models exist elsewhere; James said yes.

James added that the system faces significant capital needs now and even more in the future.
KIRG is currently not insolvent but cannot fund upcoming projects if they continue delaying
action. Many original components were built with grants 20 years ago, are now at end-of-life,
and replacements have been deferred.



James outlined five potential long-term funding options:

1. Join the state radio system — Not feasible due to insufficient infrastructure within the
county.

2. Pursue grants — Limited availability.

Special congressional allocation — Would require strong advocacy from local

commissioners at the state level.

4. Increase user fees — Some success but not realistic given user agency budgets.

5. Bonding or operational levy within a taxing district (911) — Most sensible, as it spreads
cost across the entire service area.
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James explained that Deschutes County took over radio functions, added staff, and bundled
needs into a comprehensive voter package, which required a public bond measure.

Radio Site Considerations

John mentioned they co-located some positions on Applegate and Walker. Discussion followed
regarding line-of-sight issues and whether realignment could allow integration with the state
radio system. James said there are potential synergies with the state system, but KIRG cannot
fully integrate like Deschutes, which had more assets to offer in exchange.

Even in Deschutes, integration required a bond and voter approval. For Klamath, joining the
state system would not solve most issues like it has for other counties.

Continued User Fee Discussion
Jeremy reviewed ROM figures and current user fee rates and noted the following:

e User fee revenue: approx. $124,000

e Operating expenses: approx. $124,000

e Additional costs: annual maintenance agreement needed for priority response
e Previous increases: 3% last year; 10% before that

o Inflation is about 6%

He recommended a rate increase of 5-10%.
Discussion followed about reserves and what is needed for long-term stability.

Matt noted larger agencies will likely not oppose an increase, but smaller ones might struggle.
However, even a 10% increase does not significantly improve reserves.

Matt asked when rates were originally established; John said they were set long ago and
remained unchanged when KIRG was formed. Rates have been stagnant for many years.

Jeremy preferred incremental increases rather than one large jump.
Matt suggested a 10% increase this year and then 3% annually going forward.



Jeremy emphasized planning for reserves to match future grant requirements and overall system
goals. He noted that Mike with Day Wireless will continue to be spread thin, and a maintenance
contract would help address outages and reduce reliance on time-and-materials responses.

John added that historically Day Wireless performed site maintenance each summer, including
some radio upgrades and maintaining spare units. Primary site transmitters were replaced a few
years before he left, though some radio system components are over 20 years old.

Jeremy said they just spent $40,000 on equipment repairs and would have to increase user fees
much more than 10% to recover that cost that will lower reserves.

Jessica reminded the group that the annual increase cannot exceed 10% per their Bylaws.

Jeremy motioned to approve a 10% increase to the user fee rates for fiscal year 2026-2027,
Shane seconded, the motion carried.

Yes: Rob Reynolds, Shane, James, Jeremy, Bonnie, Joanie and Matt
No: None

Capital Replacement Priorities

Matt asked what equipment should be replaced first.

James said the microwave system (Alcatel) is obsolete and unsupported; replacement cost is
approx. $300,000.

John noted that there is a stack of radios that could be pulled from Odell and re-installed at
Walker, and two sets of dishes could be kept as spares. James commented that many North
County users moved off Walker due to coverage issues and may oppose the move.

Jeremy asked about Starlink as an option.

Shane said the Sheriff’s Office uses it. Discussion followed about whether Starlink could replace
cellular and whether radio systems will be relevant in 20 years.

James noted that for fire service alerting, agencies receive negative scoring if relying on
commercial services like Starlink. Radio may eventually be replaced, but not within the next five
years.

Jeremy said he wants to convert his analog radios to digital and the quote from Day Wireless to
do so is $970,000. While researching this he learned about the scope of their radio system that is
not part of KIRG and assumes many agencies also have million-dollar system as his.

John clarified that KIRG owns the shared system equipment, while individual agencies own their
internal radio assets and fund their own reserves accordingly. The county owns county-specific
equipment; all other agencies share equipment owned by KIRG.



Public Comments: No public comments.

IV. ADJOURNMENT: Jeremy motioned to adjourn the meeting, Matt seconded, the motion
carried.

Meeting adjourned at 11:02 a.m.

Next Meeting Date: December 11, 2025 @ 10:00 a.m.



